Introduction
Introducing new products is becoming increasingly challenging in face of hyper competition and ever changing consumer preferences. As a result, the focus on new product development (NPD) is crucial, especially in industries like fast-moving consumer goods (FMCG), which have shorter product life cycles and seasonal demand (Mundra et al., 2013) . Most of the prior research on NPD focuses on external linkages as part of supply chain to strengthen operational efficiencies and to collaborate for opportunity recognition leading to new product opportunities (Banker et al., 2006) . However, research connecting the antecedents affecting internal linkages across different functions requires further analysis. This study investigates the antecedents of organizational linkages affecting marketing and sales functions during the formalized process of new product development (NPD). According to the literature, marketing and sales interface as an organizational linkage is a key crossfunctional interface to increase customer value and business performance (Guenzi & Troilo, 2007; Guzmán-Cuevas et al., 2009; Homburg & Jensen, 2007; Le MeunierFitzHugh & Piercy, 2007; Lee et al., 2007; Malshe & Sohi, 2009 , Ribeiro-Soriano & Urbano, 2010 . However, most of the empirical research in this direction remains limited and evidence reports poor collaboration between sales and marketing functions (Kotler et al., 2006; Rouziès et al., 2005; Ries & Ries, 2009 ) and even research to support inter-functional conflict (Dawes & Massey, 2005; Le MeunierFitzHugh & Piercy, 2007) .
In this direction, Ernst et al. (2010) , and Malshe and Biemans (2014) identify the importance of sales and marketing interaction during new product development to underline the need for a strong relationship between sales and marketing to create organizational success (Guenzi & Troilo, 2007; on the perceived effectiveness of marketing/sales relationship during the implementation of innovation projects. The study analyzes how organizational mechanisms, like the amount of shared communication and its quality, affect trust and the relationship of effectiveness between marketing and sales functions. The structure of this study is as follows. Section 2 provides a detailed literature background to establish the hypotheses. Section 3 presents the method and the discussion of the results. Finally, sections 4, 5, and 6 present the conclusions, the relevance of results and their limitations, as well as possible directions for future research.
Background
Rouziès et al. (2005, p. 115) argue, "Sales-marketing integration is a dynamic process in which the two functional areas create more value for their firms by working together than they would create by working in isolation." Therefore, activities are consistent and coherent with each other (same goal) and their coordination over time creates a positive relationship between formal and informal communication, and sales and marketing integration.
Recent work in this area suggests that different firms may organize, manage, and reward their sales and marketing functions differently, which may affect interface dynamics (Biemans et al., 2010; Homburg et al., 2008; Malshe, 2010; Malshe & Sohi, 2009a, inter alia) . Research reports a positive association between data dissemination and communication, and new product development (Arnett & Wittman, 2014; Fisher et al., 1997; Kotler et al., 2006) . Empirical evidence suggests that communication in internal relationships can influence trust development (McAllister, 1995) and consequently the model presented links communication directly to interpersonal trust and perceived relationship effectiveness (the dependent variable).
The model builds on the theoretical foundations of interaction theory (MasVerdú et al. 2015; Moenaert et al., 1994; Ribeiro-Soriano & Castrogiovanni, 2012; Ribeiro-Soriano & Roig-Dobón, 2009; Ruekert & Walker, 1987) and trust (McAllister, 1995) . The interaction approach focuses on factors such as trust and communication to predict cross-functional relationships (Ruekert & Walker, 1987) with the concepts of sales and marketing inter-functional perceived relationship effectiveness (Biemans et al., 2010; Homburg et al., 2008; Kotler et al., 2006) . Figure   1 presents the conceptual model that hypothesizes this approach. Figure 1 here.
The perceived effectiveness of the sales-marketing relationship
The dependent construct is the degree to which sales and marketing managers perceive that the relationship (dynamic process of consistent and coherent activities coordinated over time) is effective in achieving organizational objectives (Dawes & Massey, 2006) . This study operationalizes at the interpersonal level rather than the inter-departmental level, consistent with Ruekert and Walker (1987) . In spite of being a psychosocial outcome that managers experience, perceived relationship effectiveness may be an antecedent of objective outcomes like successful innovation, superior value creation, and sales growth or market share (Dawes & Massey, 2005; Homburg & Jensen, 2007; Le Meunier-FitzHugh & Piercy, 2007) .
Interpersonal trust
Scholarly literature highlights the importance of interpersonal trust in intraorganizational relationships (Goris et al., 2003) . Studies report an association between interpersonal trust in teams and a wide range of positive outcomes, such as increased satisfaction within the team and team commitment (Costa, 2003) and knowledge and resource exchange, which in turn enhance team performance (Walumbwa et al., 2011) .
McAllister (1995) explains that peer managers who personally trust each other experiment a significant increase in sensitivity to each other's personal and workrelated needs. Greater interpersonal trust between managers can improve overall business performance. Trust is especially critical to firms using cross-functional teams to coordinate work, where trust can improve social coordination, formal and informal cooperation, and organizational decision-making (Williams, 2001 ).
Interpersonal trust's conceptualizations are diverse, but two of the underlying dimensions McAllister (1995) identifies are cognitive-based and affect-based trust.
Trust is cognition-based when we choose to interact with people who have previously proved to be professionally competent and reliable on issues related to the job. Affectbased trust creates more emotional ties between individuals when individuals express their concern for personal wellbeing (e.g., the person showing attention and concern for the benefit and wellbeing of people within the team). Previous empirical research establishes that cognitive-based and affect-based trust are distinct (Ganesan & Hess, 1997) and have different effects on cross-functional working relationships (Goris et al., 2003; McAllister, 1995) . Considering that cognitive-based trust refers to perceived peer reliability and professional competence, cognitive-based trust should associate positively with relationship effectiveness. According to McAllister (1995) , affect-based trust is more likely to develop with a manager perceived to be competent and reliable, that is, affect-based trust develops from an existing foundation of cognitive-based trust. When affect-based trust develops between sales and marketing managers, they are more likely to perceive a more effective relationship (Dawes & Massey, 2007) . Based on prior research, three hypotheses explain the relationship between trust and the perceived relationship effectiveness. Affect-based trust between marketing and sales managers has a positive relation with perceived relationship effectiveness.
The role of inter-functional communication
Literature on collaboration identifies that effective communication across organizational boundaries is a necessary element to improve interaction, understanding, and goal setting (Hulland et al., 2012; Kotler et al., 2006; Le MeunierFitzHugh & Piercy, 2007) . The aim of increasing communication is to raise joint involvement, thereby helping to establish closer inter-functional relationships (Souder, 1988) . Conversely, different studies identify that barriers to inter-functional communications can have negative effects on cross-functional interactions (e.g. Dawes & Massey, 2005; Rouziès et al., 2005) . Hulland et al. (2012) proposes that the amount and quality of communication are important aspects of cross-functional interaction that associate with improved relationship commitment.
Given the importance of cross-functional communication to develop effective and collaborative interaction to achieve functional coordination (Fisher et al., 1997) , exchange between sales and marketing managers through emails, telephone, formal or informal meetings, and reports (Morgan & Piercy, 1998; Ruekert & Walker, 1987) . 
Method

Survey context and data collection
The study took place at a multinational consumer packaged goods company in six countries (Argentina, Chile, Peru, Bolivia, Uruguay and Paraguay) from 2012 until 2015, involving questionnaires and follow-up confirmatory interviews. Each of the six subsidiaries is significantly large in turnover, with annual sales ranging from $100 million to more than $1 billion. The company, listed in the Global 500 (Global Fortune, 2013) , has a worldwide presence and a large market share for 15 participating categories and 25 different brands.
Sample characteristics
The present study surveyed managers in sales and marketing departments involved in 150 innovation projects of the same firm across the six countries, based on a database supplied by the firm. The data-collection instrument was a selfadministered written questionnaire. Each employee included in all the six countries' database (directors, category, channel, and brand managers) received the questionnaire through email during August 2012.
Each person contacted received an introduction on the project's objective, as well as an information confidentiality clause. The questionnaire and its rating scales build on previous literature; the study assessed those scales through semi-structured qualitative interviews. Tests of non-response bias revealed no statistically significant differences between the early and late respondents.
The data based on the interface between marketing and sales within a single company could seem less representative than data collected from different types of firms. However, data collection includes different subsidiaries within the same company, thus providing a complete picture through a census of marketing and sales directors and managers (Ruekert & Walker, 1987) , providing detailed evidence on an exemplar "case". Additionally, a follow-up research took place in 2013, 2014, and 2015 through 18 confirmatory qualitative in-depth interviews with managers in the six countries (Hauser, 1993; Woodside, 2015) .
Measurement
The study uses reflective multiple-item, 7-point Likert scales measures (Jarvis et al., 2003) for all the constructs described in the conceptual framework (communication amount, communication quality, cognition-based trust, affect-based trust, and perceived relationship effectiveness).
The items used to assess the amount of communication come from Morgan and Piercy (1988) and the items assessing the quality of communication come from Fisher et al. (1997) , Homburg et al. (2008), and Monaert et al. (1992) . Although previous research assesses communication frequency through a formative multi-item scale, this study uses a reflective multi-item scale for all the constructs. Using reflective scales allows testing the constructs for dimensionality, reliability, and validity. The study assesses cognitive-based trust and affect-based trust using items adapted from McAllister (1995) . Perceived relationship effectiveness assessment uses items from Homburg et al. (2008) , and Ruekert and Walker (1987) . The appendix contains details for each scale. Some items are absent from the study as result of a previous empirical test and in depth interviews to key opinion managers.
Analysis and results
Response rates
Following a quality control of the data, valid responses amount to 152 from all six countries, over a period of less than 30 days. 55% of the answers are from marketing, 45% from sales, 7% from directors, 33% from category or channel managers and 60% from brand or client managers. These cases represent a high response rate of 70%. No significant differences exist between the means of respondents from sales and marketing and from different hierarchical levels.
On average, 25% of the sample is from Argentina, 25% from Uruguay, 20% from Peru, and the remaining 16% equally represents Bolivia and Paraguay. Country origin differences in means are significant for the dependent variable "perceived relationship effectiveness" between marketing and sales. This measurement tool seems sensitive to different levels of structural complexity and evolution, in spite of being part of the same multinational firm with the same corporate guidelines.
Descriptive results
From Table 1, 
Measure refinement
Following exploratory factor analysis, the study reassesses the reliability of each multi-item scale through calculation of the alpha coefficient (without violating minimal sample size to parameter ratios). Table 1 shows that the reliability estimate of amount of communication, although acceptable, is the weakest. The rest of the measures produce acceptable-to-high levels of internal consistency: The results confirm earlier assessments of the dimensions trust (both cognitive and affect based), communication quality, and perceived relationship effectiveness.
Convergent validity results from calculating the average variance extracted (AVE) for each construct that was higher than 0.50. The study establishes discriminant validity confirming that the correlation for all pairs of constructs is less than the AVE root square for each individual construct (Fornell & Larcker, 1981) .
Additionally, the study evaluates the pattern of cross-loadings of all items to verify that no item loading is higher in another construct than in the construct that item measures (Chin, 1998) . Table 1 here.
Model estimation and testing results
A confirmatory factor analysis (CFA) assesses the validity of the measures.
Two-Stage Least-Squares (2SLS) (Fox, 2006) Table 2 shows the resulting indexes indicate construct acceptable fit. Table 2 here. 
Discussion
Research implications
Despite growing interest in understanding the importance of the marketingsales interface (Homburg & Jensen, 2007; Rouziès et al., 2005) , previous work does not fully explain the role of both constructs of trust in this interface. Previous literature highlights key factors, such as senior management attitudes, integration mechanisms, and conflict, which can contribute to hamper the coordination of collaborative sales and marketing relationships (Dawes & Massey, 2007; Guenzi & Troilo, 2007; Homburg, et al., 2008; Le Meunier-FitzHugh & Piercy, 2007; Malshe & Sohi, 2009a) .
The results show that communication amount and quality, and inter-personal trust, have positive effects on perceived relationship effectiveness of marketing and sales relationships in FMCG firms. Both the identified factors of interpersonal trust (cognitive-based and affect-based) have a positive effect on the dependent construct of perceived relationship effectiveness between marketing and sales. Further, previous research (Dawes & Massey, 2007; McAllister, 1995) finds that cognitive-based trust is a strong predictor of affect-based trust in the relationship between managers from different departments. This finding is significant, because building cognitive-based trust is a necessary foundation to building affect-based trust in this study (McAllister, 1995) . These findings support the view that trust can increase team performance.
Consequently, when building teams, managers should focus on facilitating interpersonal trust in both forms. Results fail to support hypotheses 5 and 6. Rouziès et al. (2005) suggest that to have a strong differentiation of tasks and activities between marketing and sales; however, the balanced position and power of both departments could explain the lack of significant difference between the variables that explain the perceived relationship effectiveness and other relevant constructs.
Managerial implications
These findings are relevant for firms implementing innovation through marketing and sales cross-functional teams, because the empirical results of the model provide insights into how to improve sales and marketing perceived relationship effectiveness. Further, managers should facilitate both the amount and quality of information flows between sales and marketing staff. This result is relevant because the amount of communication can directly influence communication quality (Hulland et al., 2012) . The proficient communication of market information between marketing and sales can also be instrumental in building interpersonal trust. Therefore, managers should implement systems to stimulate information-sharing (both amount and quality) and reward sales and marketing based on achieving joint objectives (Le MeunierFitzHugh et al., 2011) .
Limitations and directions for future research
This study takes place in a consumer goods packaged company in different countries; thus, further research should test the findings' applicability to other industries. A more detailed examination of a larger number of firms, on other taxonomical industries (Homburg et al., 2008) , would provide more insightful information on the innovation process. Additionally, a wide range of factors affect cross-functional relationships; therefore, future research could draw on other frameworks such as the effect of different "linkage devices" on trust and relationship effectiveness.
From the methodological point of view, limitations come from the assumption of linearity of the structural relations between constructs of the model and the subjective construct-perceived relationship effectiveness-as the outcome. Although previously studied (Hulland et al., 2012; Massey & Kyriazis, 2007) , future work could add objective measures, such as new product turnover, market share, and mix participation. Although this research yields no significant differences between hierarchical levels, further work should focus on lower levels, where more conflicts could arise.
Conclusions
This study contributes to the understanding of factors that firms may employ In this context, the findings suggest that the main challenge for managers is to make sure marketing and sales teams continue to improve the effectiveness of their relationship, building trust and developing organizational linkages and information sharing mechanisms. Future studies may use other markets and cultural behaviors to validate these findings, or explore additional approaches of this interface. Note. SRMR = standardized root mean square residual, GFI = goodness-of-fit index, NNFI = non-normed fit index, CFI = comparative fit index Note. Significance levels for two-tailed t-tests: *p <0.05; * *p <0.01; * * *p <0.001 
